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Evaluation of the Boston-Harvard

EPDA Summer Institute In Administration ' L
\ . . . : .

The Boston-Hﬁrvard Summer Institute for'the.DePartmeﬁt of Staff
Developmcﬁt grew out of discussions held in January, 1972, between
Méfion Féhgy,.Aésociéte'Sugérintendent'and C. Brooklyn Derr, Assistant
Professor of Education, Harv;rd Graduate School éf Education. Generally
interested in semc'fo;m of Qrganizatisnél,:r:ining for individuais zt
the stafﬁ level, Miss,Fahéy and Professor Derr téntatively agreed upon -
a summer proéram whiqh'woul& "introduce aﬁ alternative to current

“mefﬁods‘of éféff;supefvisioh".l For such an aLﬁé;natiVe-to.be{impléé
’mented, Derr proposed‘tﬁét @amberséf the Department of Staff ﬁevelcp-

ment be trained in etfeccive ioterpersnonat cemmunicarion; a coal-

éetting technolégy to éﬁﬁance teaEher:motivation,.procedures for
" setting meaningful and measﬁfegble objectives. andﬁthe'usé of evalua-
tion process té.changé behavior anﬁ imprdvélperformance.
- The Stafkaeyélopment Deﬁérﬁment has trédiffonaiiy been viéwéd”llg
.as‘reép;hsible'ffr the evaluation of :én-tenﬁgcd.teachers-in the
system, . More récently,‘ﬁdwe§er, the roié of the dep;ftment'ﬁas been -
changiﬁg:fro@ evaluation to Qonsultation'bn teachér éffeétivenes;
(e.g. running wotkshops, making helpful suggestionms, provi&ing e?tra

‘information and resources.) Moreover, the Board of Associate Super-

1. letter.froh Derr to Fahey on February 9, 1972
2, Ibid. ‘
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'system, .Evaluators (it was reasoned), contro

: . o
‘ - - . ° {
- member who acted as-a liaison between Boston and Harvard.

intendents now uses members of the department for many speciai_ad hoc
assignments relating to the schools (é.g. to work on and help design

the open classroom concept, to lend assistance td¢ an Area Superinten-
- -

-dent for a given,problem,-td'make.eariy morning calls for suppiying

substitute>teachers-to-schools.) ‘The Harvard group believed, at the

oupset, that.improving_ the behaviors and effectiveness of this cru-

- cial department would be a strategic intervention in the school -

1 the rewards and punishmenté

. for the organization, and internal consultants; if effective, cau

really alter teacher performance in the classroom. .
it was proposed that,'in'order“tb plan a training design in
response to the specific needs of the Department of Staff Development,
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a team from Harvard. Thé Joiht Committee met first on April 4, 1972, ..
and held four subsequent meétiﬁgs during which they reacted to propo-

sals presented by the Harvard g;oup and- planned coiléboratively all .

aspects of the two week workshop. Boston was represented initiaily -

" by the Director of Elementary Education, the_Director of Sécondafy

Education, the Director of Staff Development, and the Boston staff

During four subsequent meétings the planning committee reacted
to and modifiedTvugéeétions‘and plans presentéd.to them. During
this same period the Harvard team, composed 0f Professor Derr and

four advanced graduate students in educational administraticn, met
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weekly to desigﬁ the pfégrém, listen to taéés'of meetings with tne
Joint!Cqmmitteé and exberigncé aSPécté of‘thg proposed training,

The Joint Committee first of all trieq to define for the Harwvard
team their éerc;ptions of needs in the departmeﬁt. Tﬁese differed,
often significantly,]from previgus information and, as a result, tﬁe
nature of ﬁhe training was modified, Instead of én‘emphasis ch a’
‘mﬁnagcmént-by-objéctives'approach to téacher evaiuation, ip was decided

" that the training program éhodld emphasize peréoﬁal introspbétion to
be mpré.effecﬁive heipers, bé;iding_ﬁuman'relafidns skills and sétﬁing;
-departmenfal goals.and objectiQes;_ In the verhécuiar,.tﬁere was a’
need for the depaftment to{”get'itéclf tégether" before exténdingi
“outward.’ | | | | |
v+ The Joiai Comuitive (JC) assumed respousibiiiis
‘thg dates and hours of the traia;ng, for cgmmunicating with memberslof
'thé Sfaff Defglopmeng Department and for.détermining:how'tbg‘ggneral
.agreemehc between Miss Fahey and Professor Derr coula bé implémented
»in.éuch a way.that the neéds of the_depa;thentléouid be,ﬁést effecti-
vely served, The,Joint‘COmmitteg was élgé iﬂvdived in éll future
N “‘[L%dﬂééuésibns ofifhe ﬁraining brogrém between Pfofessof Derr and.Miss
EESpSes——
'Fahéy.:',

Derr and his colleagues were also éxperimenting withidevel&éiné

a coilaborative'model fo;vwdrking with thé system, .They made initiél

assumptions, that this grodp was :epresentaﬁive of the department

———

3, see Appendix I, “The Training D:sién”
e -
TS\ (G —
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-(which assumptions later oroved to be unfourided and one of the ma jor

problems for the actual.traioing,) They then tried to react'openly

and respohsively to the'interection. " The trarnlng design that evolved
oot only represéiited a joint effort in determining the substance of
the workshop, botialso created a coilaborative process which members of /
the Joint Commlttee tnought to be rmportant Hopefully, there woulo be
more ownership of the goals of the tralnlng, a more valid program thag
| addressed the real needs of the department, end there would be behaY#or
. , /

: o L : : '
'modeled with the JC that would carry over into the workshop and make it

maximally effective and flex tible. s '_ o

The two week institute, held from June 5-16 in the Gutmen yibrary
. . : /

of the HGSE emerged as a compination of-lecture; ieading, cese/study-.
ano analysis, si@ulations, games, discussions, data collection and

. feedback, problem solving'agd action pla@ning. -farticipante were
also offered four graduate credits forfcompleting,the sequence whieh'
included the worksﬂop itself, attendenée at follow-up sessions, and
the completlon of a paper critically analyzrng the travnlng, the
pro"ram, and the resultcfln terms of thelr own performence

The maJor themes df the workshep were communrcatlon skills,.

.establiShing'performance objectives, the helping relationship,
effective work_in.groupe; and problem-solving and'action?planning.
The training itself,iee developed through work,ﬁith the Joint
Committee, as introduced through at initial contracting seesiohs,

and as renegotiated through later contractlng sessrono, was intendeu

to model_qualities o the‘helping_relatiooship. Data collected about

¢
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"of the training could be measured,

- checking perceptions) were introduced ‘and practiced, Forceé

individuals' motaivation and the organizational cli@atevof_the'Dcpart-

went, of Staff Development was intended both to-pfbvidé_thefgrouplwith

information about itself and to serve as a means by which the impact

+

—

The initial éontracting.session on the first dayvof theﬂwdrkshop"
was designed to allow‘for modifications'in theiproposéd training;
Sbme-dissatisféétioﬁ was expressed regarding.the degree to which
Boston members oflﬁhe Joint Committeé were eiéhef repre;gntati&e of
the twenty memberélgf the;Stéff Deyelopment Deéartment‘:or capable
of developing a tréining.programiwhich could respond to everyone's
néeds.4 The group égreed to érocegd ﬁith the-training‘as_qéscribed,
but -in later contracting sessions copﬁiﬁued'to express sdﬁe dissatis-

£ <3 > - -
factizn with the Rindc of cuere
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" Committee had planned, After much hard work and SOme“modifications,

however, the whole group.did come to "own" the training design.

The first week of thé‘training focused on :the skills neccrsary
for an alternative methed of staff supervision, Four communication’

skills (paraphrasing, describing feeliungs, deccribing behavior, and

‘deter-

mining motivation were examined and experienced through the 'busi-

ness game,' and a discussion of the Juan Velasco case, The group

examined the nature of the helping relationship through a block

piling exercise, through lecture and discussion, and through analysis

4. see Appendix II, "The Contract" and "Events. Supporting The
Contract,™ T ' :
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of the Karen Merconi Case. Finally proceduress for establishing ini-

tial contact with individuals to be assisted (entry)“and the process

’by which that type of assistance is specifiéd (contracting) were

introduced and practiced. As a way of practicing and testing newlv
developed skills and attitudes, small groups viewed films of differeont

teaching styles and then evaluated the éeaching accoiing to the

'cfitgra learned in the w0rkshop§._h

A second major emphasis of the workshop was the application of

a problem-solving/action planning structiie to' the problems and

-»difficﬁlties of the Department of Staff Development. itself. 1In

-small groups established according to interest, the traineés used the

STructufe to set deertment-wide gvals, vo ldontil

restraining and facilitating thejgoal, and to plan for the implementa-

 tion of those goals. In the process, the group used skills such as

- process,. Task groups dealt with decision making, communication, the

brainstorming, force-field analysis, and a consensual decision making

development of a resource center, evaluation, and the role of the

-

Assistant Director. For all but one of these groups a report was

" published describing a specific goal statement, restraining forces,

facilitating.forces and aétiqn plans t& reduce the‘effect of resﬁrain-
ing forées. |

A final!contracping seésioﬁ eétabiished,thé geed for a_more-;..
fépresentative Joint Committéevand the election process by which two

new members would be added from Boston. In addition plans were made

5. See Appendix III, "Organizational Géal~Setpiﬁg and Probiem-Solving

Cya



for fellow up meetings throuéhout.the’following fall and wintet. The
expanded Joint Committee with tﬁo newly eleeted members met'id earLy,:
October to plad'abworkshdp for the Department end to raigé any new.
: issues or problems which hag emerged.since the w0r£shop;
A grOUp‘bf ehrvefexeqd questionnaires dere admini;tefed to heLp*“
the grodp efaﬁine itsélfland to measure. changes as a result of the
. _ . g

workshop experience. Based on achievement motivation psychology, a

[}

"ork Adalfsis Questionnaire and Prqfile”'asked w0rkshdp medbers to

deecribe-their own jebs and the degree to]ﬁhich they'are responding_to

motivations7in.e36h of the'cateéories eetablished in the motivétiod

enalysis; Once again_assdming that ‘the demands_of the job require a

moderately high mix of'affiliation, power and_écﬁieﬁeﬁent, no disere-

padcyﬁwae:fOudd between the neeGS'qf the Jobs and theZWaytindividuals
" perceived it;' Because‘there-is, in fect, a good mix of fequired

motivesideeded to perform effectively‘,7 perseons in the depart-

ment should also pbsseéﬁ“ﬁﬁbh‘a mix of motiﬁe needs and'styles.

A "Fotlvatlonal Style Questloﬁ1a1re“ was given to - -the group before.
y 5 g P
S they attended the Lralnlqg Through lt information regardxng the way '

staff-development personael behave as 1eaders,was developed Agaln

. ~
based on achlevemcnt notlvatlon psychology, three categorles of motl—
vation are described: power, affiliatipn and‘achievement. ‘Ideally the

~assistant directors should be serving as consultants, fac111tator . and

6. see Dav1d C Mc Clelland The Ach1ev1ng Society (1961) and
Alfred S, Alschuler et- al., Teacining Aﬂhlnwcmtnt Hotlvatlon (1970)

7. See_Ap%endiz iV,'“Nork AnalysiE.Ptofile"
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evalﬁators; and suCh'afmix should pr&bably require a motivationél style-
which:d¥aws upon all threé catggéries._ Tbe “dominant” style was féund<_
'_to be‘”achorita;ian” (power) witﬁ a frequency of 8.5 (out of 10.0),
Second order styles were also found in each of the other categories:
ucoach”'f7.4),lan achievement motiyator,‘and ”democrat"v(7.54),‘;n
,éffiliéfive motivator. Itt;as felt that though thé mix of the three
stylgs‘was'apprdﬁ?iéte,_thé_éffiliapive:and the achie;;éeptgw%otivéﬁibns
should édual fhé-power in frequency of use,
Thé info;m@tién from bqth questionnai;es was theﬁ maéé,ayailabie
to participants; ﬁétggp;igs were explained, and the need for-ﬁore or
lesé“of;the motivaticnal styles and work oppértgnities was discussed.
_'Inaéddition, each Qofkshob"participant feéeived Egck a graph‘
illusfrating his.own motiﬁe p%oﬁile'(g,e; ﬁis ﬁowerEiachievemgqt and;
affiliation needs)'and'was askgd to.consider tﬁé possibility'that3 -
éithér kl)'those needs.were not congruent with the demands of the
job, in which case he should change br'ieave,'or (2) the needs were not
'proﬁerly mi xed for~maximﬁm'éffectiveness in the role. HThe lihitationé
of the‘diégnost#cqinétrﬁﬁénts were discuSsed,_and peoplé were asked to
ﬁse the instrument;_as well as their’own kggwldege~of theﬁselvés;ts-.
consider the need for change aﬁdApoSsible directious.
A seconQ‘arep of inquiry examined . the organizatiohél_climatelof'
4 e

the Department of Staff Development, Members were questioned to reveal

attitudes toward the vrelative degreeS'df imposed conformity, the degree

PEadi

8. see Appendix V, letter describing the Exercise in-Imagination and
the total group "Exercise In Imagination Profile' .representing
cumulative responses for Staff Development, '




of which management gives them real cesponsibility, the'aﬁaffiy control

6r staﬁdards of management, whether empinyees are rewarded for performahce,
‘organizational clarity, and team spirit. Table I. ﬁelqw fepords the
fesponses on pre-tests (pre-yorkshoé) and post-tests (post;workshop)

in the six categories.

Table 1

Change 1In Perceptions'of'the'Actual
Climate: Pre-Workshop v. Post-Workshoep Scores
b '
dReépbh-":“f Team
conformity sibility Standards Rewards Clarity spirit

Pre- 14.7. - 12.7 15.5  le.l 13.2  19.5

Post- - 15.5 12,5- 4.1 13.6 10.4  18.0

The4following profile graph (Figure 2} is more illustrééive of the
ldifféfences; |
ft isfintérestiqg to note that there is no statistical différencg
;beetween pfe- and pdst-test SCopes. In fact, the trend is for the or-
j ganiéétional cli@ate to become more negative (i.e. the climate scores
decrease) folloﬁing the workshop. 'DpeS'this mean that tbe éfaining
‘failedZ 'There are several possible explanations~fdr»pﬁi;”;egative
movement, Tirst, the workshop was designed to improve iﬁdiViduals
behaviors and skills, not necessarily to improve the organization which
affects these behaviofs-and skills. It may have become clear to par--J

ticipants at the end of the workshop that practicing their new skills
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and behavibrs would be iﬁpbsslble without organizationgl support. Second,
f_fhe bostjgest'scorés may be seen a;‘a more aqcurateﬁdescriptioﬁ bf.the_
.organization since the_tfaining was also designea'to_increase.dpennesé,-
'hoaesty'énd_ﬁrﬁst between the Assigtant Directors and the H#rva;d tegﬁ;
Thus fhe pre—teét scores coQLq_gepresénp‘the attempt of the_paftidipaﬁ;s
-to convince‘outsiders thaf the_ofgaﬁizatioﬁ is really Setter;that EE;is.
This interpretation is supported by ofher data which suggest that people
began the workshoP!suspicious-of,the trginiﬁg team and ended feeling a§
. 1£ the relatibhship'ﬁére é'cbllaborafive one,
A third explanétidn for the ﬁecliné in gcofes-is thaf the*%os;f

_test was administe;ea immediatelffgefore a cénciu&ing_méetiﬁg betweén-
~ the workshop érogp,'thé department direétor énd the As;ociate Superin;
teddentifor Staff De?eloﬁment;” The participapts were goiﬁg to present
their éﬁb-group fecomméndations for departmental.improﬁeﬁéné and were
:obviously ne%vous aﬁd upset "about ;umorg of a posgiﬁle coﬁfrontAtLon_
bétﬁeen ghemselves'and fhé pebplg in‘authority. These feelings‘could
have biased the dafa.. Fiéally; it could be fhat aé a result .of the
-insight gained at the training WOrEshop”ﬁémbers saw thgt majér changes -
in_organizafion would Eave to take placé5bqfore they could be efféctiQe;
they were more pegsimisfic and .cautious ébout descriptions of the climate

than they were in the pre-test.

Table II below reveals vhat individuals perceiﬁe as the actual
climate (:osc-test results) contrasted with what they feel the climate
"should be (post-test results) contrasted with what they'feel the

climate should be (post-test results), The group perceive that their
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. jobs were weaggst ou the follo&ing dimensions: clarity (things afg not
well érganized; rathgr.they are disorderly; confused énd chaotic) res-
ponsibility {individuals are delegaﬁes work rather than given the
oppc:tuniﬁy ts iniéigté}Eand rewards (people are not being recognized

‘:,énd‘rewafdéd for doing good work. on the following dimensions éhe jbb.
was Seen as strongest; interpersonal relationships (people are warm
and ffiendly; loyalpy and trust pfeﬁails and standards (management

puts a strong emphasis on doing a good job.

Table II

Comparison nf Normative v, Actual Organizational
e Climate '
Pespon~ : ‘ -Team

Confdrmigy sibility Standards Rewards Clatity spirit
Actual 15,5 - 12,5 1l4.1 13.6 - 10.4 - 18.0

‘Should be  11.5  '15.1 - 14.5 21.4 6.2 19.1
The following graph, Figufe 3, illustrates the points.

It should be obvious that members of_the department
desire an organizational climate quite,different frdm_thé one they__,
acgually percei;é. Théy-wgnt much less'Confor%ity,'mqré Fggﬁonéibiliﬁy
and ﬁuch more rewards and organizatiénal élarity. Furthermore, iﬁ
validaﬁing the daté with the parti;ipants through feedback'it was

learned that tﬁesemperceptions extend beyond the Staff Devglopment'
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'Department to also include how they feel aboutbthe Qrganiiational
climaée in the_Whole-school system.

At the éonclusion of thé workshop, the HarQard team was gyakuated'
'by Boston participants iéﬂtérmq'of_how well the contract, established
at the start of the traihi;g; was fulfilled, 1In general; the majority
felt that the contract had been fﬁlfilled.iz Wifhout reservation, 5

- with slight"féséfvations, 2 with real reservations, 2 ﬁslightly failed“,
0 definitely faiied.

In térms of wha£ was tmost meaningful to them;bpeqple likéd the
following aépects of the.wérkshop:_organizétioﬁél goal~-setting and
prdblem-;olvipg_(B), éoﬁmuqication;,skilis (8), working in groﬁ%s'

' generaliyy(9) personal profiles and motivatioﬁ feedback (7), entry iwwémw

alr had

__________ ) — sy d ot d - 49
J - -

proOCCLiTEs (-r » WANAgLLE WC -73'.1d th help!.'.‘.g'

rélatibnship (3), establishment of a frame of reference for department
'identity?(Z), getting away from the office for 1eafning (2).

Participants felt that the follqwing_skills were moét.sucéessfully

taught: communication skills (6), goal-setting and problem-solving (é),-

working in éﬁéil groups (5),“helping'relationship (9),-Har§ard teams'
mo&eliﬁg béhaviors'or précticing.what they ﬁpreached" (4), eVerything
(9). In theifollowihg areas the need for some improveﬁent was.indiqated:
being more flexible (1), moving at a leés rapid pace, and stres; digesﬁ'
of skiils %), using.feWer fames (2). Severalfihaéviduals felt that -.
cémmgnicationj§kiiis (1) and blpék builéing @5) we;e poofly_fapght.

Participants offered the following general reactions to the

S




13

pfogram: participants could have been befter informed at the start
fegérding tﬁé eﬁpectations’bf ﬁhoée planniné the workshop (6); there
should be a clearer connection beﬁween training and on-the-job ad;ivi--

: _ties,-particﬁlérly with respecf to the“gémeég thé.pacé of the‘acpévities
bwas too rapid (2);_there.wés too ‘little variet§‘in the beginning éf the
training,-bhﬁ ﬁﬁat greater variety was introduced as the worksho§ .

progressed (2); large group presentations were sométimes hard to hear.

. // j S

and charts were hard to read (1); more mini-lectures shouid»haVe been
'givgn (1); a bibliographylshpuld have been.avéilable at the stérd (L;
therg shouid have beéa more summaries QfL;;}qr points‘(l);<thére shoﬁid
have more case stgdiés.(ljg fégular attendaace should have been rqui;
red - of evefyoqe and p;incipals'shouid have béeh excluﬂed‘(i);.pressure'
was tos great during the lagt tws day (1);: | ., | . - ‘“;.
Participants in the wqfkshoplwere asked to eValu#teH;hangeéﬂin
néﬂéir own attiﬁudéé‘as a resulf of the_training. Ten now felt a need
for improveme@t in the diﬁeﬁéions examined during théﬁworkshop. Six
. felt tha; ﬁhey%hédva better udderstanding'of-éhemseives and saw wast
to:improve. And two felg that they had leafneé new skills. wigh'resé
pect to changes in'others,.three partic;éants felt that everyoné was "
more-aware of himself; oné‘féit‘thét thé payoff,wbuld occur‘latgrg
. and one felt.thaﬁlﬁe knew‘othér peoéle‘bétter, Bﬁt did not Seé any
>major changes ‘in behavior. ‘

Changes in ‘the Way’the Staff Development Departmént as'perCEived

by its members were as follows: greater unity as a result of the:
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workshop (7}; béﬁté; cémmunication as another result‘(S); the beginnings
of gfeater hongsty (6);.COnfliéts were exposed (3); the workshop opened
‘a "pandora's box and could lead t6 trouble, |
The Harvard staff beiieve fhat althéugh tﬁe‘Summer_Institute was

a success, there is still some question as‘to whether éignificant
chénge wiil really d6ccur, Thé ma jor problems are organizational aﬁd
political: waiting to see how the new Superintendent views their
functioné, uncertainty as FO'Khether and hdw.othe; perééﬁs,abOQe them

, ‘ seé the eventual chgngés.in role, uﬁceftainty as to how secu;e.their'
jobS'reall&Iare;>and pessimism.abouﬁ ﬁhe éossibilities for really chanéing
the organizational climate from'fhe bottom up. Unfortunatéiy, Harvard
agreed to work at the level of chéﬁéfhg.individuél behaviors and
building new skills, and the'tea@ Has.not reélly been invited to tackle
some of the other more pressigg-proﬁlems. For these redasons, it could
be arguéd.;hat tﬁough.the traihing Efﬁched the individuals intended,

"~ it may have failed to make a substantive differeace in the operations

of the Boston School Sygtem.
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Training Design:
Boston-Harvard Summer Institute
The Staff DeVe]opment Department

And Selected Principals
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C. Brooklyn Derr, Director
Ed Dreby
Ellie McGowan
Mérk Munger

Bill Zayas




~ Monday

10:00

12:00

2:15

. ~h @

. Contracting, Research, Communication -

introductions and coffee

initial confracting

a)" goals of training (s ee Appendix)
b) - logistics ;o
c) policy lon part- ~time paru1c1panbs (ViC‘Atkins Marion,
‘ Gloria
.d). -background on meeting Wluh u01nt Commlttee out of Nh]cq
emeraed the design
g the nature of our co]1aoorat1ve process

research rat1ona1e

data collection

- lunch B - -3

lecturette on communications and introduction, experience
and debriefing of four communication skills: paraphrasing,
description of feeliugs, behav1or descr1pt1ons, cqeck1no '

perceptions

reading material on communication



Tuesday ' . Understanding'Mbtivation

9:10 1ecturette on the three social motives and read _
" "Three Patterns of Behav1or" . -

9:30 achievement-oriented exper1ence w1th gbal setting:
- 'the business game :

12:30 - lunch

1:00°. . Juan Velasco case
a)._read the Casé

 b) 1ntroduce the concepts of task and process for
~ - small group team- bu1]d1ng

c) discuss case' in small groups ﬁh11c'asing above

. 2:00 - Large Group -Case Discussion

HW ~ ° read "Action and Thought" 1 33 do "Pract1ce
" Scoring for Imagery," pp 4 : , .




Uednesday - o o d The Helping Relationship

9:10 Block Piling simulation on helping behavior

a) 3 pairs\bf players (wait outside) while others
act as observers to describe behaviors

b) work on contracting

10:45 lecturette and discussion on the nature of the
.. helping relationship

11:30 lunch

12:00 Karen Merconi Case
a)  small group discussion

b) 7large group discussion of individual job fit

1:30 ;' data feedback 6f work analysis questionnaire
-7 (discussion of job requirements) ‘

- 2:00 ContractinQ.

2:30  Party .

el




Thursday . . Data Feedback on Self

10:00

10:30

10:45

11:30

12:15

4:00:

scoring your schoocl-oriented TAT and lecturette on the
motivational scoring system as a tool for individual change

Feedbagkvindividuél.motive prafiiés and discuss
Break
small support group discussions about motive profiles
a) practice communication skills
b) describe what results mean to you
c¢) describe your feelings
lunch .

_ctinker toy bridge experience for. team development.

write your pcraonad 1 ~profess ional goa 15 R



Friday -~ - " Entry Procedures and Contracting

- 9:10 Lecturette on Entry

9:30 - a) small groups write a typical entry scenario

‘ and th1< is then passed on to another grOUp
. b) other group; use the. p“1nc1p]es of entry to

discuss how they will meet this person and

what thev will do in the ten minute per1od

ry(choose one member  to_ do it)
¢) role plays

.'d) debriefing |

11:45 " Tunch
. _ . |
S 12:30 staff fisnbowi on design Gllemna°YLmOGEI behavior,
be open about where we are, give 1nformat1on, State
dilemmas) ,
1:00 - small group reactions to fishbowl and-about next week

1:45  contracting




Monday Media Day

A. Several films on different teéching styles are
shown
B. After each film the community breaks into small

groups and ranks (evaluates) the teaching style
according to the criteria learned in the work-
shop (e.g., effective communications, entry,
helping relatioaships, etc.)

Tuesday-Friday Goaﬁ-Setting, Problem-Solving,
Action-Planning Sequence
(see Appendix) '



WORK ANALYSIS PROFILE

NAME AUpcmpv%:mmH @Uﬁ?&W:ﬁav
- - —. 36
High - -~ 36 -
———— —— h,h L
— 36 - — 2
- T — 32, e
Moderate- : : o
iligh A - - S
32 _ — 24
= op—— Nm\ -
Y - — —— 20
¥ o
Moderate- Y -— 28 —
Low — -
= T = 20 - .
— 20 g - 12
= 16 . 16 -
Low m 12 .llllc o o
- IHMI‘HN . .ﬁ — 8
~— B =. 8
Achievement- Affiliation- Power~

related related " related

303 33,6 KA




APPENDIX II -

CONTRACT

Major Emphases

: b

2y

3)

&)

5)

1investigation.

Communication: Four communication skilis will be learned the -

- first day and used throughout-the Institute,

Establishing Performance Objectives: A major theme of the
Institute.concerns goal orientation. Participants learn more
about goal theory, their own goal orientations, goals that -

they wish to accomplish next year, and department-wide objectives.

The Helping Relationshin: How to be more helpful when interacting
with others, establishing better contracts and expectations when
tnrnractino and introspecting for inureased understanding of self

‘a8 a resource person -= these are all cwpnasxaeu Guring the {irst

week

Workinug More Effectively In Grouns: ‘Being a better group member and
having more effective group relationship are subjects for

Problem-Solving and Action-Planning: The Institute will not only
help each individual to discover new skills for effectiveness,

In addition, the whole department will use certain methods to
arrive at better solutions for reaching its departmental objectives,

i



Events supporting the Contract '

L _To learn skills for comrunicating more effectively

* the four ccmmunication gkill (Monday, TLesday, Monday 1) |

2. Setting goals.and learning goal-setting behavior

The business pame (Tuesddy)

Juan Velasco case (Tuesday)

Scoring for dominant. themes (Wednesday, Tnuxsday)
Setting personal-professional goals (Thursday, Friday) -
3etting department-wide goals (Tuesday, Wednesday II)

* % % % ¥

3. .The helping relationship
- % Block plling experience (Wednesday)’

% Tinker toy bridge game (Wednesday)
* Entry procedgrgs'(Friday)

1e n{_no about seir

o
.

* Readings jon motivaticn (ruesday, Wednesday)
. % Motive protile (Thursday)
.- % Karen Mercani case (Thursday)
"% Motivated style (Thursday)
% Work analysis and job "fit" (Thursday)

5. Group processes
* Task and proéess roles (Tuesday)
#* Reinforcement of communication skilla
* Working in small groups .

6. Action-planning and problem-solving

% The force field analysis (Wednesday II)
% Action-planning sequence (Thursday and Friday II)-
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Organizational Goal-Setting and

Problem-Solvina

€. Brooklvn DNerr
Sprina, 1972

The followina process is intended as a quide for helning
educators ihnrove their orcanizational performance. It specifies
systematic stens that will help set qoals and solve problems. It
takes approximately three davs (21 hours} to comn1ete'the‘whole '
‘sequence. |

An orqanizational aoal is defined as an ideal state that is
aqfeed-to bg the memters of the organization. The key idea about
a goal is that it is sbmenlace where vou are not hnt fhere vau wiould
Tike to ke . In order to serve 2s a moti;ating force, a goai nust |
be clearly stated and accepted by all concerned. ' |

~" An organizational problem js defiﬁed as any discregancv be-
tween the organizationa1'goa1-ahd the.cdrrent staté‘of affairs.
Therefore, members of the organization must be avtiare of the fgoal
not being reached if they are to be clear about the néthe of the

- problem.

Phase I; The Targets (Roals)

45 min.  A. Steo 1: identifying goals

Working in small grouns and usinag the "brainstorming” technique,

fdentify as many relavant goals as you can for your organization.




Write the goal étatements'ﬁheré evefyone can see -them, e.g. on
a sheet of newsprint and then posted~on the wall. Elicit as many . .

- stateménts as people seem willing to give.

Brainstorming .

Thé indiQiduaTs'in fheAgroup should think un‘as mény ideas
as it can (bra1nstorm) on tne spec1|1c charge tﬁau has been made
Bramnstorminn is a-time to suspend crit1ca1 Judqemert While
everyone&tries to put forth good ideas, the emphas*s.js on making
| ofhéfs teel free enough to risk an idea openlyvand cuickly without

~risking perscnal rejéction or negative evaiuation,

7n_brainstorminq;
~ Hobody says, "no" |
“Nobody says,v"it'willrnever work“
Hobody says,_"thé;’s a poor idea"

'ﬂobOQy_says; “that has already been mentioned™ -

- 45 min, 8. §tep 2: haking chéices about goals -

(1) How iry to chodse the five goal statements that you thihk-'
are most inportant Soné statements will cancel themselves out
because they overiap uith others, or it may be poss1b1e to rewr:te
the sentence to include severa] ideas. ~ Some statemants will ob-'
viously not - be\as 1mportant as others However, it cou]d he

difficu1t to make “the f1na1 choice. 1f it is, use the following

method for making uacISions by CORS2Rsus.



' }lConeensus
Groun.consensus represents a deciéion-making nethod in which f
all participants contribute resources and all share in the final
decision. Ho7decision becomes final which is not understood by
nearly a11'menbers;.for this-reaSP“,_ConSEnSuS iS'dfff5Cﬁ]t and
'qometimes inposstb]e'to obtain, VIt requires a fairﬁy advanced ekiil
in two-way commun1cat;on, coping w1th conf11ct and usine 1nd1v1dua1
resources ' | |
For us, COhsensus does ngt_mean & unanimous vote; nor does it
mean that everyone agrees. It means that (a) everyone can. paraphrase
the issue to show that he understands 1t (b) everyone has a chance
;_'to describe his fee11nqs about the 1ssue and (c) those uho cont1nue
to disadree or fiave douhcs,_.nd1catc pu 1 1y that they are'w11?1nn-
to give the decision an exnerimental.try for a orescribed period of
time. Consensus is-a cond1taon in which every member is w11]1ng to go |
. along w1thout sabotaq1nq ‘the decision. Tr1s does not mean that the

'-’deC1s1on represents everyone's f1rst ch01ce It means that a sutf1c1ent

number of peop]e u.e in favor sf getting the dec1sion carr1ed out

U,

thIe others understand uhat is hapnen1ng and vill not obstruct it.
An.essent1a1 technique for obtain1ng a consensus is the survev,

The full use ot thte technique involves the following: First, some-

one preﬁents the issue clearly. Then, one or two others attempt to

. clarify it by restating it. Then everyone in turn states his reactions

to the proposal.  (this is taking a survev)




4.

‘Each person should be as brief as possible while still being

| clea&,.but i.e need not festfict himself to g§§_or.gg, He might say
that he is uhcerfain, that hé is conf@sed~and wants to hear more,
that_he»is exﬁerienéing.some pain, or he can»simply say that he does
not w{sh to.ta1k about ft. A group using the survey. shouid not
allow an individual to remain completely silent. If scméqhe_does not
viant to speak, he must at least say éxplicitIy he wants to say
<hothing. ‘This assures the group of bringing up to date its know-
ledge of every member's point of view on'the questibn énd'of doing

o] through:explicit statements, not presumptions.

statement should be the most imporfant-and‘the fifth one least

"imporyant.

15 min.
(3) Do not get bogged down writing careful behavioral objectives
at this point. "Yet, each goal statement should be clear, specific

and aéhievab1e.

C. Step 3: sharing across groups



. 15jmin
(1) Ur1te your five prioritized goa] statements on neuspr1nt

and post them on the wa]] as directed.

(2)  There wil] be a.“millinq"‘aciivity.{oerhaps dUriﬁn break
or 1uhch) at vh1ch time merbers of the various qrouns will read
and discuss the goais of the other'grouns. t is especially im-
portant to 1ook for the three or. four goals thaot seam to be. im-

portant to everyone

D.. deciding community-(organization-wide) goa]sf

i‘hr.v | -
(1) Two groups should merge and, with their five‘gealé each (a
"tofa1 of ten stetementsf posted in front of them; shoﬁld decide éh'
the five statements thaf;aré most important to the members of both
- groups. In sdme 1nstanees; two or mere statemenﬁé'cpuid be amal-
ggmated. | | | | |

| This process can be very d1ffucu1t because each group has
: a1rea;y developed 1ts own.1dent1ty and tends to demon§trate "ownEr. .
ship"” of its-own qgoals. Me must begin to think as a 1arger'un1t so'
that we eventually develop organfzation-wide goals that.all persoﬁs
w4i11 adopt. Thus, try to collaborate instead of to compete;

Make this decision by consensus.



i, o
(2) dow pr1or1t1ze the five goa]s you have chosen so that you
end up with one sheet with the f1ve statements vr1tten and ordered

accord1ng to the1r 1mportancc

'_(3) Mow g6 to a place, as directed, to narticipate in a mass

meeting wherein the orqanization-wide_goals Will be chosen.

15 min,

(a)*“‘The first step is to post the wr1tten statemeﬂts for a]] to
see, Try to ama]aamate or covso]mdato as many statements as

poss1b1e. :

~ 30 min.

(b) - There is no attempt here to "drop" a statement from the

“list. Rather, the task is to prioritize the statements from

(1) most imbortant to (2) Teast important Give persons an on-
portun1ty to speak on behalf of a certain statement or of a

particular -order, if they S0 desire

15 min.

(c¢)  Ask the persoms present to vote for three statements. The

number of votes should be recorded to the side of each statement.

The statement with the most votes should then be recognized as most

 preferred, etc., and it is possible to jdentify the top choices.

e



7.
Phase II: The Situation.(Goal Di;crepancy)

45 min.

A. N-Stage 1: group identification

A number of smzll gfouns (acéording:tb the ﬁumber of con-
sultants avai]abie) should be formed:according'to_a‘cprreépnnding
number -of geals. If.there.wil1 be_fodr_groUDs; for>examb1éqvtheh
these gro&ps would vork on the four most important goé}s‘taken
from the pr1or1t1zed 1ist.

Hembera of the var1ous aroups uou]d be éhoéen acéordinq to
who wants to vork on wh1ch goal. }lherefore, nersons in a oart1cu1ar
' group'sﬁould aii be keenfy,ﬁn;a:cstcﬁ_in hclping to a+ ain fhaf
‘particular goaT;: |

. Once ih your group, decide on Qho wf]] attend to matfers of

task‘and‘prqces$~whi1e you work.__Take care of other matters of

contracting. = | S - -

1 1/2 hrs.

B. Step 2: Force Field Ana]ys1s
[

fac111tat1ng forces | ; trhining forces

PRSI >‘
1

e et o o ) o Goal
B -~>z<_..u..'.m.
e : Yoo . +

= B state of _ ~ ireal state

affairs noy .

~ range of the problem .



Th1nk of the ‘goal your grouo 1s work1ng towards as being at

‘the far r1ght hand s1de or the hor12onta1 line above." Its pos1t1on

is the jgeal state. The vert1ca1 11ne represents the current state

- of affairs. The d1stance between the present state and the ideal

'.state 15 the range. of tne prob?om. |
| There are nomerows forces at work, some o. which keep you.
from reachnng your_goa1 and some Of'WhTLﬂ are'heao1nq you 1o reacn
your objeotive. 'fhat‘is, there are foroes that restrain change and-
forces that facilitate it. | |

These forces are of varyino orders of importance. ~qone re-
stra1n1nq forces, for examp!e are magor blocPs wn11e otners are
_not SO Important for keeping you irom reach1no ‘your goal Thus, thef
| forrpq can he wewohted or oroereo (1.e. assionad Driorxty; uccordan;
S to wh1ch ones are most s1nn1f1cant. ' |
Use th1s d}agran and complete a force field ana1ys1s in order

.to 1dent1fy the current state of affa1rs

By bra1nstorm1ng, make a 17st on neusprint of the fac1l1tat1ng B

-forces and another Tist of_ the restra1“.no forces. Your lists should

o include psychological, .interpersonal, institutional and even societal

factors._ If a force seems to be a complex of multiple separate ob-
stac]es, each jndividual element should be Tisted separately.
Avoid arguing over the forces at this time. Critical judgement

is important later in the process but not right now.



1 hr.

C. Step 3: Checking bn.the Groub's Effebtivéness'f‘:'"

You ve been wor&1ng on a task  Like an automobile, a group
'ﬁneeds malntenance - ”“1le wrorking on a task- a groun needs to stoo -

-'occas1ona11y to be nx')'l1c1t about 1ts 1nterpersona1 Drocesses : The

members sﬁould f111 out the three sca]es below by circlina one nu@bermf;“

in each. .
What T say is . ¢ . . I | ~What T say
prized and . - = - - .o 3 ~is being

W
E~3
w
N
—

ignored here

valued here 6

- Our group .. - , " o ~ Qur qroup
do falling - o L : o is avoiding
“into tiaps - & 5. 4 3 Z i traps
I have - : , I have
participated ‘ : : participated
often 6 5 4 3 . 2 1 very little

—

When discussing answers on the three sca]os with the qroun, try to
be he]pfu1 '

heigfu]

You will tend to 5e he]p*u] wﬁen you are specific (e.a., "I felt valued

by you, John, because often you asked me to say .more when I spoke," or

. "An example of when 1 ‘thought we fell into a trap was. . .," or, "I Telt
put down when you. . .") . J :
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',not halpful

You will tend to bs unhelpful if you arc general and evaluative (e.a..,
"You're the kind of person who puts people down," or "This aroup isn't
working well," or "This group is the greatest I've ever been in.")

Phase 11I: Path {Actisn Planning)

A.  Step i: order1nq the rnstra1n1nn forces

Research shows that to feach a“goal it is more important to

remove the restraining forces than to increase the facilitating forces.

Therefbre,'it.is naCessafy to order the iﬁpottént restfafninq forces
_accord1ng to which ones are (1) most. solvable given the presnnt';;Q
" sources (8) least solvable. 0n1v four forces qhou]d eventua11y be
'identifiéd ahq prioﬁitized; .

Make this decision by cohsensus I

Avoid the p1tfa11 of argu1ng[aboutﬁunso1va51e items ar about
opinions vh1ch cannot be supnorted w1tﬁ data. If you lack 1mportant
jnformat1on, try to collect some data from colleagues outside the “

group or from otners who have the information.

2'hr$., , | |
B.  Step 2: agenerating mu]tip]é solutions

Th]s stage is a time to be creat1ve aﬂd to have fun. Take
each restra1n1ng forfe in turn and th1nk up viays to extinquish its

power. Brainstorm your ideas. Be silly! . Bo wild! Pool your wild-

ness! - Proceed to the next force and agive it the works.



n.

C. - Step 3: designing plans for action

Once the group has generated possible solutions, it should

again use critical judgement to huild concrete prooosals for actior.

The following points may be helpful:

1 hr. (a)

1 hr. (b)
1 hr. (c)
1 hr. (d)

11/2
hrs. (e)

1 hr. (f)

30 (9)
mn.

Choose the brainstormed ideas that seem best for-

attacking your restraining forces.
Decide what.gfoups or persons should expedite them.
Put the ideas and actions into a time sequence.

Estimate specific dates for actions to occur.

Make plans for béginning the action segquence.

Mow take time again to discuss how the group is working.
Do you feel a part of the action? tlhy or why not? Vhat
are the feé]ings of various members in the group? What

could be done to improve the process?

Try to imagine anyfhing that could go wkong with your

action plans and design contingency plans. |
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X (h) Prepare a presentation of your various action plans
to the whole group. Ycu should not take more than

15 minutes. Be as specific as possible.

3 hrs. Phase IV: Reporting

Report group action‘p1ans to the wﬁo]e community: These plans
discuss how ito 50]ve problems for arriving at various goal states.
Discuss the possibility of establishing these groups as task forces.
After they receive feedback from the whoTe group about their action
pTans, they could then follow through on some of the ideas. The various
plans should be compiled by each group and made part of an institute

report which makes recommendations for the future.



May 23, 1972

Dear Staff Development Participant

in the Boston-Harvard Institute:

One of. the parts of our training is to help you gsin insight about
your own dominant motives and how they impinge on your effectiveness in
‘the helping relationship. To do this, we use an instriment developed
by Dr. David MeClelland of Harvard and validated in 56 countries cver a
fifteen year period.

We are asking you to take thirty minutes to compnla2te the instrument
-according to the instructions on the cover,. Then retu'n it to us bv
Monday, Mav 31. The results, when scored by professioials at McBer and
Co. of Cambridge, will be returned to each participant along with his
motive profile on the third day of the Institute, This will provide a
basis for our discussion,

Please trust us encugh to sign your name on the cover of the
instrument., I asx you this for two reasons, TFirst, we need tp know who
did and did not recturn the completed questionnaire so that we can get one
from everyone. Second, we must be able to return your own instrument to
‘you so that you can learn from it during.the workshop,

'We do not plan to use the motive profile to evaluate anyone. We are
interested in the total group profile and how it varies over time, and we
are also interested in trying to use the data to help you better understand
yourself. Thus, you as an individual are not being researched or evaluated!!
This is all part of the training and nobody will be allowed to see your
information if you ¢o not volontarily show it to them,

We look forward to seeing you soon,

Sincerely,

& ool N
C. Brooklyn Derr
Assistant Professor
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